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Preface 



Administrative Procedures and Program Organization is a 
collection of 9 papers selected from those presented at the 
CFC Northwest Regional Conference in Vancouver, British Colum- 
bia, October 21-24, 1970. These papers were collected and com- 
piled by The Council for Exceptional Children, Arlington, Vir- 
ginia. Other collections of papers from the conference have 
been compiled and are available from the ERIC Document Repro- 
duction Service. Other collections announced in this issue of 
Research in Education may be found by consulting the Institu- 
tion Index under Council for Exceptional Children or the Sub- 
ject Index under Exceptional Child Education. Titles of these 
other collections are: 



Involvement of Parents in School Programs 
Pre- and Inservice Teacher Training 
Social and Institutional Changes in Special Education 
Teaching Strategies, Methods, and Instructional 
Material s 
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INTRODUCTION TO INTERDISTRICT COOPERATIVES OR REGIONALISM 



Norman Cole 

State Department of Education of Minnesota 



Man is born alone and dies alone - there is nothing cooperative about 
these events. Yet during his entire life, his every move is modified by 
his need to cooperate with his fellowman* Regionalism is based on the 
premise that man can best help one another by cooperating. To some people 
this represents the epitomy of cooperation and is considered too regulatory 
and mandating for easy acceptance. To others it is simply a natural pro- 
gression of man’s gregariousness toward helping each ofcher. 

The greatest deterrent to good regional development is man’s unwillingness 
to cooperate. Mechanical problems perpetuate the how, where and when of 
regionalism, but ultimately every man must buy the action if any are to 
profit. Legislation in many states has thrust the concept of regionalism 
down upon the people. This has taken many forms over the past years, starting 
with the formation of the union between states, later by the establishing 
of county boundaries, city and township boundaries and now multi-county 
boundaries or regionalism. 

Education - the biggest public supported agency in our U.S. - remains 
complex. To regionalize education involves monolithic governmental struc- 
tures of counties, villages, townships, cities and state, that are steeped 
in tradition over generations. To design more economical educational pro- 
grams that are far superior to the old remains relatively simple; to 
finance these programs is only slightly more difficult. The most critical 
problem is how to implement new programs. 

This paper is intended to suggest a few techniques that have merit in 
bringing regional services to handicapped children. One major premise that 
transcends all techniques is local school involvement. Naturally, this 
idea would be recognized by most as essential if services are to arrive 
and survive; however, the nature and sequence of the involvement are the 
critical elements. 
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Many people struggling with the issues relevant to bringing special 
services to children in rural areas are inclined to feel that there needs 
to exist more state legislation. They feel that the power of legislation 
will enable them to better handle their problems. That is, greater amounts 
of state aid, mandatory attendance, mandatory classes for all disabilities 
and mandatory criteria for certification of teachers and supervisors. If 
only these conditions existed, good programs would result. Others in the 
special education field think that greater use of closed circuit T.V. and 
telephone, use of planes and copters, extensive bussing of children, greater 
numbers of trained teachers or developing forms of intermediate educational 
nits would solve the problems of educating the handicapped in remote areas. 



Having had an opporutnity to work in two states and being responsible 
for the design and implementation of comprehensive special education ser- 
vices through setting up four regional cooperatives involving a total of 
7^ school districts, I submit that the only thing needed to bring services 
to children is a sound communication mechanism. Such a mechanism provides 
transcending sensitivity to the issues and results in major program develop- 
ment very rapidly. This happens when most of the above are only minimally 
available and the others remain blue sky. Therefore, strategies to involve 
local school staff are the only real issues of significance in interdistrict 
planning. 



Setting up interdistrict cooperatives for piecemeal services is costly 
and only minimally useful in helping children. In one coop that I set up 
there had existed psychological services prior to my arrival. These 
services were sold to schools by Mental Health Clinics and by school districts 
in the area. The school psychologist was assigned x number of days to each 
district and reported that many days during the school year. In. most dis- 
tricts he watS welcomed and need by school ... staff either to test children 
or consult with teachers. Following a review of the reports returned to 
the schools by the psychologists, I found that over a 3 year period the 
school personnel had received over 17?000 recommendations on children. For 
example, one child was recommended for speech therapy, one hour a day of 
tutoring in reading, Yz day in school due to cardiac problems, parents were 
recommended for monthly teacher conferences and DVR was requested to inves- 
tigate programming for future school planning. Five recommendations made - 
all of them appropriate for the child 1 s educational program. The school 
staff never carried out a single one. This is a typical situation in rural 
schools. The question that remains to be answered is, "Why were these 
psychologists allowed to continue?" The point is that this is an example 
of piecemeal planning. 



My topic today is to outline strategies to terminate piecemeal services 
or, better yet, allow them to fit into a comprehensive plan. 

The title of my paper is "Recipe for Interdistrict Planning in Special 
Education." I firmly believe that we should and must stop discovering the 
wheel. We must look around us at what has been done and benefit from their 
errors and achievements. 



I receive phone calls and letters from new directors of special eduction 
frequently, asking me to sand them something on how to set up a rural coop- 
erative. I have talked with directors who have had years in the business 
of operating such coops. They are continuously groping for handles, each 
thinking their situation is unique. 

Tha nature of all of us is to think that we have some special problems 
in our areas. But to me a retarded child is the same in East Overshoe as 
it is in West Overshoe. School systems are by-in-large the same - some 
need money and others need more money. 

Let’s begin to attack the problem of designing comprehensive services 
by stating our immediate objectives: 

1 • T o develop within two years a mechanism that will sensitize school 
a dministrators to comprehensive special education services . 
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To inservice "key" school superintendents on comprehensive special 



education services 



Let me take for granted that someone is providing the thrust for this 
development. This someone may be a state consultant, a school psychologist, 
a Mental Health Clinic director, a college staff person, a superintendent 
of schools, a teacher, a counselor, a staff person from the DVR, or maybe 
a director of special education in a school district or a parent. 

Strategy 1. 

Determine past cooperatives or past attempts at coops between 
local districts. For example, athletic districts, location 
of large communities for shopping, existing cooperative efforts 
like speech therapy or psychological services. Obtain this 
information from the state department athletic handbook, visit 
special education office in the state department. 

(See map of athletic districts in Northwest. See map of ERDC. 

See location of key cities. See social worker and speech coops.) 

Strategy 2. 

Determine how many school districts are needed to have a minimum 
student population of 10,000. It may be 3 or 30. 

(See maps of 4 coops.) 

Strategy 3* 

Develop a map outlining the projected regions and service areas, 
recognizing that the entire area is large enough to support low 
incidence handicapped, e.g., blind, hearing and crippled. 

(See maps of BRIO, CRIC and TRIO and CESA #3* See Service Area 
maps. ) 

Strategy 3A. 

Design a working administrative manual. See manual. 

(See sample policy statements - special education director? 
therapy services.) 

Strategy 4. 

Estimate the number of children you would expect to find using 
national incidence figures. 

(See 4 charts of each coop.) 

Strategy 5* 

Get out and meet all school superintendents and determine what 
they see as their problems. This should give you an idea of the 
strong and weak leadership within your proposed coop. Do not 
mention the plan for the projected cooperative. 

Strategy 6. 

Call together the strong superintendents, not more than 5 or 6. 
This group would be your regional adviso ry board or RAC. Do 
not expect to get much information from this group, but rather 
see how they work as a group. This meeting should be used for 
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you to review - ”What are comprehensive services and what 
are the present state laws?" Be very direct and show know- 
ledge of these two items. Have the agenda entitled, ’’Where 
are we in meeting the needs of our handicapped children?” 

Many of the committee members will think that special education 
is simply a class for retarded. Do not imply that this is the 
case, but rather get directly into comprehensive services and 
ask if they would meet again and discuss a specific plan to 
get these services. 

(See sample sheets of overhead series.) 

Strategy 7. 

Make visitation to comprehensive programs. 

Strategy 8. 

Call a second meeting of the SAC and present proposed regions 
and service areas; also show projected figures of children. 
uo not tnem ol email d a S UT7 ey of needs in 

Simply indicate that many children are t here and that a plan 
on how to serve children is more important than finding them. 
Incidence figures are an excellent basis for planning - you 
can generally expect the actual to exceed these incidence 
figures by 5 - 8$. Point out that you are not discussing 
budgets at this meeting, only a proposed geographical area with 
enough children to support comprehensive services. Get the RAC 
to come up with alternate areas larger or smaller. This is the 
first move to get local input or sensitivity. They will have 
questions, but indicate that nothing is perfect and that this is 
a working plan each school district must accept or reject. Get 
a verbal endorsement of a proposed region, insist in a population 
base of at least 10,000 even if it involves 200 miles across the 
area. Ask for this committee to appoint a temporary chairman. 

Strategy 9. 

Ask for a meeting of all the school superintendents involved in 
the proposed regions. Use existing organizations if possible, 
e.g., area superintendents conference. Have each RAC member 
take responsibility for certain phases of the meeting involving 
all superintendents. For example, the chairman will invite the 
area superintendents using his school stationery; he will also 
preside at the meeting. Another member can present the overhead 
series on state laws, you discuss comprehensive services, another 
RAC member discusses the proposed coop making sure this person 
represents one of the smallest school districts. Have this person 
outline how the area uses existing cooperatives, athletic areas, 
etc. Have another RAC person discuss the service areas. Make 
sure you have little to do with presenting the proposed region 
or service area. Ask for discussion, but do not push for approval 
of the proposed interdistrict cooperative. 

Strategy 10. 

Visit every school superintendent and solicit his personal reaction 
to the plan. Do not visit any schools that did not attend; they 
will get on board later through local administrative pressure. 
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Strategy 11. 

You have not at this point presented a service plan or budget 
for the region. This causes considerable confusion and concern 
among the superintendents. The next strategy is to have another 
meeting with the RAC and at this meeting you must get to nuts 
and bolts. 

(See Regional Interdistrict Clearing House diagram.) 

Briefly describe the 5 systems which tie up all the services. 

But emphasize the administrative system as the first item to 
handle. Also, for impact purposes, point out the magnitude of 
the Child Study System. This will interest them from a finance 
point of view; point out the dollars available from helping 
agencies, DVR, Crippled Children, State Blind Services, etc. 

(See Document of Resources cover.) 

Strategy 12. 

Make a second visitation to comprehensive programs* 



Strategy 13. 

Ask the RAC to schedule a second meeting of all the superintendents 
in the proposed area. Three objectives for this second meeting 
which will formalize an Administrative System are: 

1. Get a RAC formalized. 

2. Get resolutions signed formalizing a RIC (Regional 
Interdistrict Council). 

3. Verbal support for a director of special education. 

Have the RAC chairman handle the meeting, but remember he will 
not want the responsibility for presenting the resolution state- 
ment for the RIC - that's your job. Tell them you will more 
clearly understand their intentions if they have actually signed 
up to discuss details of serving children. Tell them that unless 
there are enough districts to form a population of 10,000, it 
isn't worth going any further. 

(See resolution statement. See policy statement from manual.) 
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Strategy 14. 

If you have not been successful in obtaining signatures for the 
proposed region, you are not a diplomat. Assuming you have and 
you are not the director of special education, you must write and 
market a proposal to hire a director. Do not attempt to ask for 
local support for this person or you will lose the whole show. 
Title VI of 89-10 or a pri vat e foundation are good prospects for 
funding this position. Write the proposal for complete support - 
less state aid if any are available. Make the salary attractive. 

It will need to be Si 6 , 000-1 8 , 000 . This, of course, will probably 
be much higher than many of the superintendents. Don't worry 
about this point - write it up. I have hired 5 and all have been 
higher than most of the area superintendents. You must, of course, 
sell this to the RAC Board, since one of these districts will 
probably hire the person under contract. Continue to visit your 
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RAC Board and tell them what is happening with your proposal. 

Send copies of the proposal to each RIC member. Hire a director 
of special education services, one who knows comprehensive pro- 
grams and is an administrator. Try and get a doctoral level 
person; this is critical for many reasons, e.g., recruitment, 
prestige for the Council, school board respect. 

Strategy 15© 

The first task of the director is to present an overall budget 
to the RAC. This may be a million or more; in addition he must 
present the administrative manual showing job descriptions of 
staff in the RICH. 

The director will receive a lot of heat on the budget and must 
continue to call RAC meetings and meet individually to discuss 
and sensitize these key superintendents. This may take three 
meetings or more. In addition, he must show up in schools and 
make himsolf visible. Give as much direct service as possible. 

Strategy 16. 

Take the RAC Board on a visitation to comprehensive programs 
for blind, deaf, crippled, state institutions, etc. Do not 
allow them to present the total budget to the RIC; they will 
do this informally. Many RIC members will be minimally hostile 
when you see them in their schools. They will imply that you 
are blue-skying and not practical. Do not attempt to defend 
the budget to any superintendent other than the RAC. Also, 
do not expect any of them to accept the budget as you presented it. 
(End of first year.) 

Strategy 17* 

After the visitation by the RAC, wait until the fall term and 
hold your first RIC meeting and request new members on the RAC. 

Strategy l8 a 

Conduct the RAC meeting using Strategy No. 6. 

Strategy 19* 

Visitation of comprehensive programs. 

Strategy 20. 

In January you must meet with the RAC and break down the budget 
by program and relate this to the administrative manual. Sell 
the RAC Boa-'d on your priority program and show local school 
district cost. 

Strategy 21. 

Ask the RAC chairman to present to the RIC the budget for one 
program, for example, speech therapy. In addition, get the 
signatures of all school superintendents on the policy to conduct 
comprehensive speech programs. Remember, they have not committed 
dollars, but only that they want to conduct comprehensive speech 
therapy services. Each district will need an exact budget submitted 
to the superintendent before the February school board meeting. 

This should come from the RAC chairman. 
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Strategy 22. 

Make sure that all activities of the RIC and RAC have been 
published since the beginning and don*t give any visibility 
to the director of special education but to the RAC chairman 
and RAC board. Include all visitations and formalizing of 
councils. 



Strategy 23- 

Recruit speech therapists by having a college come in and 
design a regional program and they will usually fill the 
positions for you. 

This is vrhere the payoff comes in regional planning. You 
have no w accomplished your objectives? 

1. To develop within two years a mechanism that will 
sensitize school administrators to comprehensive 
special education services. 

2. To inservice "key" school superintendents on com- 
prehensive special education services. 



Results : 

1. Completion of an administrative system. 

2. Established a school population base so you can 
compete for federal dollars. 

3- Demonstrated that the organization is not bureau- 
cratic but has local control. 

4. Inserviced a large number of key personnel. 

Now have the RAC board function as the vehicle for obtaining 
funds to complete the RICH. These superintendents will run 
with the plan since they know what the total picture looks like. 

Strategy 24. 
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SUMMARY COMMENTS 




Results of these strategies include: 

1. One cooperative has $700, 000.00 local and state money. 

It is starting its fourth year of operation-. 

2. Second cooperative has $185,000.00 local and state money 
and is in its third year. 

3. Third cooperative has $900,000.00 local, federal and state 
money and is in its third year. 

4. Fourth cooperative has $750,000.00 federal and state money 
and is in its second year. 



$ 



Total handicapped children being served now in these cooperatives - 

8,000 

Total projected handicapped children to be served by these cooperatives - 
14,000 

Total handicapped children receiving specialized services four years ago - 

1 ,500 
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Special 
Code No 



9/69 



Education 

C-101 



INDEX TITLE: Administrative Series No. 200 

Policy Title: Director of Special Education Code No. 2g8 

It is the policy of the Regional Interdistrict Council 
(RIC) to employ and supervise a qualified Special Education 
Director. 
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Special Education 
Code No. C-101 
9/69 



INDEX TITLE: Instructional Programs Series No. kOO 

Policy Title: Speech Therapy Code No . 403 

It is the policy of the Regional Interdistric i Council to 
develop and maintain an adequate number of speech therapists 
to conduct quality Special Education programs throughout the 
Regional Interdistrict Council area. 
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handicapped children as defined in Minnesota Statutes 1967, Section 
120.03, .Subdivision 1, 2* and 3* A district that decides to maintain 
programs for trainable handicapped children is encouraged to cooperat 
with other districts to maintain a full sequence of programs* 
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RESOLUTION STATEMENT 

FORMALIZING THE BEMIDJI REGIONAL INTERDISTRICT COUNCIL 
Date: April 14, 1970 

Section 120.17 (Handicapped Children) 

Subdivision 1 - (Special Instruction for Handicapped Children) 
Every district ... .shall provide special instruction and 
services for handicapped children. .. .Districts with less 
than the minimum number of eligible hardicapped children 
as determined by the state board shall cooperate with other 
districts to maintain a full sequence of programs for ed- 
ucation, training and services for handicapped children. 



The signing of this resolution statement implies that your 

1 J*_J * _ X „ JL J _ JL _ J ^ , JJ 4-1 J T - ~ X X> ^ X 1 ,*! *1 

BCXiUOX uXSui'XCU Xliueiiua WU in. luwaru Uiicr uc v c -xvjpfflcrii. u VJJL d xuxx 

sequence of special education programs. 



Those individuals whose names appear on this statement will be 
the charter members of the Bemidji Regional Interdistrict Council. 

This Council will meet and plan together comprehensive services for 
handicapped children. By signing of this document you do not obligate 
any financial support to the development of these services, but rather 
you only obligate yourself to a time commitment to assist in the design 
of service programs. 



NAME 



SCHOOL DISTRICT 



NAME 



SCHOOL DISTRICT 



NAME 



SCHOOL DISTRICT 



NAME 



SCHOOL DISTRICT 



NAME 



SCHOOL DISTRICT 





SPECIAL EDUCATION PROBLEMS IN RURAL AREAS 



r ^ 



cJ 1 




Norman Cole 

State Department of Education of Minnesota 



Han is born alone and dies alone - there is nothing cooperative about 
these events. Yet during his entire life, his every move is modified by 
his need to cooperate with his fellowman. Regionalism is based on the 
premise that man can best help one another by cooperating. To same people 
this represents the epitomy--of cooperation and is considered too regulatory 
and mandating for easy acceptance. To others it is simpjy a natural pro- 
gression of man's gregariousness toward helping each other. 

The greatest deterrent to good regional development is man's unwillingness 
to cooperate. Mechanical problems perpetuate the how, where and when of 
regionalism, but ultimately every man must buy the action if any are to 
profit. Legislation in many states has thrust the concept of regionalism 
down upon the people. This has taken many forms over the past years, starting 
with the formation of the union between states, later by the establishing 
of coui ty boundaries, city and township boundaries and now multi-county 
boundaries or regionalism. 

Education - the biggest public supported agency in our U.S. - remains 
complex. To regionalize education involves monolithic governmental struc- 
tures of counties, villages, townships, cities and state, that are steeped 
i:n tradition over generations. To design more economical educational pro- 
grams that are far superior to the old remains relatively simple; to 
finance these programs is only slightly more difficult. The most critical 
problem is how to implement new programs. 

This paper is intended to suggest a few techniques that have merit in 
bringing regional services to handicapped children. One major premise that 
transcends all techniques is local school involvement. Naturally, this 
idea would be recognized by most as essential if services are to arrive 
and survive; however, the nature and sequence of the involvement are the 
critical elements. 

Many people struggling with the issues relevant to bringing special 
services to children in rural areas are inclined to feel that there needs 
to exist more state legislation. They feel that the power of legislation 
v/ill enable them to better handle their problems* That is, greater c mounts 
of state aid, mandatory attendance, mandatory classes for all disabilities 
and mandatory criteria for certification of teachers and supervisors. If 
only these conditions existed, good programs would result. Others in the 
special education field think that greater use of closed circuit T.V. and 
O lephone, use of planes and copters, extensive bussing of children, greater 
]gj^IOnbers of trained teachers or developing forms of intermediate educational 
t s would solve the problems of educating the handicapped in remote areas. 
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Having had an opportunity to work in two states and being responsible 
for the design and implementation of comprehensive special education ser- 
vices through setting up four regional cooperatives involving a total of 
74 school districts, I submit that the only thing needed to bring services 
to children is a sound communication mechanism. Such a mechanism provides 
transcending sensitivity to the issues and results in major program develop- 
ment very rapidly* This happens when most of the above are only minimally 
available and the others remain blue sky v Therefore, strategies to involve 
local school staff are the only real issues of significance in interdistrict 
planning* 

Setting up interdistrict cooperatives for piecemeal services is costly 
and only minimally useful in helping children* In one coop that I set up 
there had existed psychological services prior to my arrival* These 
services were sold to schools by Mental Health Clinics and by school districts 
in the area* The school psychologist was assigned x number of days to each 
district and reported that many days during the school year* In most dis- 
tricts he was welcomed and used by school staff either to test children 
or consult with teachers- Following a review of the reports returned to 
the schools by the psychologists, I found that over a 3 year period the 
school personnel had received over 17*000 recommendations on children* For 
example, one child was recommended for speech therapy, one hour a day of 
tutoring in reading, Yz day in school due to cardiac problems, parents were 
recommended for monthly teacher conferences and DVR was requested to inves- 
tigate programming for future school planning* Five recommendations made - 
all of them appropriate for the child's educational program* The school 
staff never carried out a single one* This is a typical situation in rural 
schools* The question that remains to be answered is, "Why were these 
psychologists allowed to continue?'* The point is that this is an example 
of piecemeal planning* 

My topic today is to outline strategies to terminate piecemeal services 
or, better yet, allow them to fit into a comprehensive plan* 

The title of my paper is "Recipe for Interdistrict Planning in Special 
Education*" I firmly believe that we should and must stop discovering the 
wheel* We must look around us at what has been done and benefit from their 
errors and achievements* 



I receive phone calls and letters from new directors of special eduction 
frequently, asking me to and them something on how to set up a rural coop- 
erative* I have talked with directors who have had years in the business 
of operating such coops* They are continuously groping for handles, each 
thinking their situation is unique* 



Tha nature of all of us is to think that we have some special problems 
in our areas* But to me a retarded child is the same in East Overshoe as 
it is in West Overshoe* School systems are by-in-large the same - some 
need money and others need more money* 



Let's begin to attack the problem of designing comprehensive services 
by stating our immediate objectives: 

1 • To (level on within two years a mechanism that will sensitize school 
O administrator:! to comprehensive snocinl education services* 

ERIC ; — 

2 • To inscrvice "key" school superintendents on comprehensive spec 1 



education services 





Let me ts.ke for granted that someon e is providing the thrust for this 
development* This someone may be a state consultant, a school psychologist, 
a Mental Health Clinic director, a college staff person, a superintendent 
of schools, a teacher, a counselor, a staff person from the DVR, or maybe 
a director of special education in a school district or a parent* 

Strategy 1* 

Determine past cooperatives or past attempts at coops between 
local districts* For example, athletic districts, location 
of large communities for shopping, existing cooperative efforts 
like speech therapy or psychological services* Obtain this 
information from the state department athletic handbook, visit 
special education office in the state department* 

(See map of athletic districts in Northwest. See map of ERDC. 

See location of key cities* See social worker and speech coops.) 

Strategy 2. 

Determine how many school districts are needed to have a minimum 
student pcpulation of 10,000. It may be 3 or 30. 

(See maps of 4 coops.) 

Strategy 3« 

Develop a map outlining the projected regions and service areas, 
recognizing that the entire area is large enough to support low 
incidence handicapped, e.g., blind, hearing and crippled. 

(See maps of BRIO, 0RIC and TRIC and CESA #3* See Service Area 
maps* ) 

Strategy 3A* 

Design a working administrative manual. See manual. 

(See sample policy statements - special education director, 
therapy services.) 

Strategy 4. 

Estimate the number of children you would expect to find using 
national incidence figures. 

(See 4 charts of each coop.) 

Strategy 5» 

Get out and meet all school superintendents and determine what 
they see as their problems. This should give you an idea of the 
strong and weak leadership within your proposed coop. Do not 
mention the plan for the projected cooperative. 

Strategy 6. 

Call together the strong superintendents, not more than 5 or 6. 
This group would be your regional ad vino ry board or RAC. Do 
not expect to get much information from this group, but rather 
ERJC see how they work as a group. This meeting should be used for 



you to review - "What are comprehensive services and what 
are the present state laws?" Be very direct and show know- 
ledge of these two items. Have the agenda entitled, "Where 
ar*e we in meeting the needs of our handicapped children?" 

Many of the committee members will think that special education 
is simply a class for retarded. Do not imply that this is the 
case, but rather get directly into comprehensive services and 
ask if they would meet again and discuss a specific plan to 
get these services. 

(See sample sheets of overhead series.) 

Strategy 7. 

Make visitation to comprehensive programs. 

Strategy 8. 

Call a second meeting of the RAC and present proposed regions 
and service areas'; also show projected figures of children. 

Do not let them demand ji survey of needs in their districts . 

Simply indicate that many children are there and that a plan 
on how to serve children is more important than finding them. 
Incidence figures are an excellent basis for planning - you 
can generally expect the actual to exceed these incidence 
figures by 5 - 8/£# Point out that you are not discussing 
budgets at this meeting, only a proposed geographical area with 
enough children to support comprehensive services. Get the RAC 
to come up with alternate areas larger or smaller. This is the 
first move to get local input or sensitivity. They will have 
questions, but indicate that nothing is perfect and that this is 
a working plan each school district must accept or reject. Get 
a verbal endorsement of a proposed region, insist in a population 
base of at least 10,000 even if it involves 200 miles across the 
area. Ask for this committee to appoint a temporary chairman. 

Strategy 9« 

Ask for a meeting of all the school superintendents involved in 
the proposed regions. Use existing organizations if possible, 
e.g., area superintendents conference* Have each RAC member 
take responsibility for certain phases of the meeting involving 
all superintendents. For example, the chairman will invite the 
area superintendents using his school stationery; he will also 
preside at the meeting. Another member can present the overhead 
series on state laws, you discuss comprehensive services, another 
RAC member discusses the proposed coop making sure this person 
represents one of the smallest school districts. Have this person 
outline how the area uses existing cooperatives, athletic areas, 
etc# Have another RAC person discuss the service areas. Make 
sure you have little to do with presenting the proposed region 
or service area. Ask for discussion, but do not push for approval 
of the proposed interdistrict cooperative. 

Strategy 10# 

Visit every school superintendent and solicit his personal reaction 
to the plan. Do not visit any schools that did not attend; they 
will get on board later through local administrative pressure. 
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Strategy 11. 

You have not at this point presented a service plan or budget 
for the region. This causes considerable confusion and concern 
among the superintendents. The next strategy is tc have another 
meeting vivh the RAC and at this meeting you must get to nuts 
and bolts. 

(See Regional Interdistrict Clearing House diagram.) 

Briefly describe the 5 systems which tie up all the services. 

But emphasize the administrative system as the first item to 
handle* Also, for impact purposes, point out the magnitude of 
the Child Study System. This will interest them from a finance 
point of view; point out the dollars, available from helping 
agencies, DVR, Crippled Children, State Blind Services, etc. 

(See Document of Resources cover.) 

Strategy 12. 

Make a second visitation to comprehensive programs. 

Strategy 13. 

Ask the RAC to schedule a second meeting of all the superintendents 
in the proposed area. Throe objectives for this second meeting 
which i will formalize an Administrative System are: 

1* Get a RAC formalized. 

2* Get resolutions signed formalizing a RIC (Regional 
Interdistrict Council). 

3* Verbal support for a director of special education. 

Have the RAC chairman handle the meeting, but remember he will 
not want the responsibility for presenting the resolution state- 
ment for the RIC - that's your job. Tell them you will more 
clearly understand their intentions if they have actually signed 
up to discuss details of serving children. Tell them that unless 
there are enough districts to form a population of 10,000, it 
isn't worth going any further. 

(See resolution statement. See policy statement from manual.) 
Strategy 14. 

If you have not been successful in obtaining signatures for. the 
proposed region, you are not a diplomat. Assuming you have and 
you are not the director of special education, you must write and 
market a proposal to hire a director. Do not attempt to ask for 
local support for this person or you will lose the whole show. 

Title VI of 89-10 or a private foundation are good prospects for 
funding this position. Write the proposal for complete support - 
less state aid if any are available. Make the salary attractive. 

It v/ill need to be $l 6 , 000 - 18 , 000 . This, of course, will probably 
be much higher than many of the superintendents. Don't worry 
about this point — write it up. I have hired 5 and all have been 
higher than most of the area superintendents. You must, of course, 
sell this to the SAC Board, since one of these districts will 
probably hire the person under contract* Continue to visit your 
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RAC Board and tell them what is happening with your proposal. 

Send copies of the proposal to each RIG member. Hire a director 
of special education services, one who knows comprehensive pro- 
grams and is an administrator. Try and get a doctoral level 
person; this is critical for many reasons, e.g., recruitment, 
prestige for the Council, school board respect. 

Strategy 15® 

The fi:rst task of the director is to present an overall budget 
to the RAC, This may be a million or more; in addition he must 
present the administrative manual showing job descriptions of 
staff in the RICH. 

The director will receive a lot of heat on the budget and must 
continue to call RAC meetings and meet individually to discuss 
and sensitize these key superintendents. This may take three 
meetings or more. In addition, he must show up in schools and 
make himself visible. Give as much direct service as possible. 

Strategy 1b® 

Take the RAC Board on a visitation to comprehensive programs 
for blind, deaf, crippled, state institutions, etc. Do not 
allow them to present the total budget to the RIC; they will 
do this informally. Many RIC members will be minimally hostile 
when you see them in their schools. They will imply that you 
are blue-skying and not practical. Do not attempt to defend 
the budget to any superintendent other than the RAC. Also, 
do not expect any of them to accept the budget as you presented it. 
(End of first year.) 

Strategy 17* 

After the visitation by the RAC, wait until the fall term and 
hold your first RIC meeting and request new members on the RAC. 

Strategy 18. 

Conduct the RAC meeting using Strategy No. 6. 

Strategy 19* 

Visitation of comprehensive programs. 

Strategy 20® 

In January you must meet with the RAC and break down the budget 
by program and relate this to the administrative manual. Sell 
the RAC Board on your priority program and show local school 
district cost. 

Strategy 21. 

Ask the RAC chairman to present to the RIC the budget for one 
program, for example, speech therapy. In addition, get the 
signatures of all school superintendents on the policy to conduct 
comprehensive speech programs. Remember, they have not committed 
dollars, but only that they want to conduct comprehensive speech 
therapy services. Each district will need an exact budget submitted 
to the superintendent before the February school board meeting. 

This should come from the RAC chairman. 
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Strategy 22. 

Mhke sure that all activities of the RIC and RAC have been 
published since the beginning and don't give any visibility 
to the director of special education but to the RAC chairman 
and RAC board. Include all visitations and formalizing of 
councils. 



Strategy 23 • 

Recruit speech therapists by having a college come in and 
design a regional program and they will usually fill the 
positions for you. 

This is where the payoff comes in regional planning. You 
have now accomplished your objectives: 

1. To develop within two years a mechanism that will 
sensitize school administrators to comprehensive 
special education services. 

2. « To inservice "key" school superintendents on com- 

prehensive special education services. 

Results: 

I® Completion of an administrative system. 

2. Established a school population base so you can 
compete for federal dollars. 

3. Demonstrated that the organization is not bureau- 
cratic but has local control. 

4 . Inserviced a large number of key personnel. 

Now have the RAC board function as the vehicle for obtaining 
funds to complete the RICH. These superintendents will run 
with the plan since they know what the total picture looks like. 

Strategy 24. 

Repeat No. 17. 

Strategy 25» 

Repeat No. 6. 

Strategy 26. 

Repeat No. 7. 



Strategy 27. 

Repeat No. 11. 

Strategy 28 . 

Repeat No. 21. 

SUMMARY COMMENTS 
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Results of these strategies include: 

1. One cooperative has 3700,000.00 local and state money. 

It is starting its fourth year of operation. 

2. Second cooperative has Sl85, 000.00 local and state money 
and is in its third year. 

3. Third cooperative has 3900,000.00 local, federal and state 
money and is in its third year. 

4. Fourth cooperative has 3750,000.00 federal end state money 
and is in its second year., • 



Total handicapped children being served now in these cooperatives - 

8.000 

Total projected handicapped children to be served by these cooperatives - 

14.000 

Total handicapped children receiving specialized services four years ago - 

1,500 
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